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Antecedents and Consequences of Diversity and Equality Management Systems:  
A Moderated Mediation Study 
 
 
Abstract 
Strategic human resource management theory suggests that diversity and equality 
management (DEM) systems provide a firm with a competitive advantage, leading to 
superior performance. This study proposes and tests a moderated mediation model focusing 
on antecedents (i.e. top management team gender diversity) and consequences (i.e. 
performance) of DEM systems in the context of management gender diversity. The model 
was tested in 248 medium- to large-sized organizations using time-lagged survey and archival 
data. The findings provide full support for the hypothesis that a gender-diverse top 
management team is positively associated with DEM systems. The results provide partial 
support for the following hypotheses: DEM systems are positively associated with 
performance and this relationship is moderated by management gender diversity; and top 
management team gender diversity has a positive indirect effect (via DEM systems) on 
performance and this relationship is also moderated by management gender diversity. We 
discuss theoretical, research and practical implications. 
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Introduction 
Strategic human resource management (SHRM) theory provides a conceptual foundation for 
the proposition that human resource management (HRM) systems can contribute to firm 
performance. Foundational research in the mid-1990s demonstrated a positive link between 
the presence of HRM systems and a firm’s financial performance (Huselid, 1995; Huselid, 
Jackson and Schuler, 1997). Since that time scholars have built a body of evidence showing 
that the positive impact of HRM on performance is strengthened by internal consistency 
among HRM systems (Chênevert and Tremblay, 2009; MacDuffie, 1995; Subramony, 2009) 
as well as vertical linkage of HRM to the business strategy (Arthur, 1992; Chow, Huang and 
Liu, 2008).  
 
The field of diversity and equality management (DEM) has drawn from SHRM theory to 
argue that a diverse set of workers can contribute to firm performance when diversity 
provides capabilities that support the firm strategy. For instance, racial diversity has been 
linked to success for firms pursuing a growth strategy, likely because a racially diverse 
workforce can connect the firm to a racially diverse customer base (Richard, 2000). Such 
findings imply that the SHRM vertical linkage proposition contributes to understanding the 
contexts in which diversity can help firms attain their strategic goals. DEM researchers have 
also built a body of evidence indicating the effectiveness of isolated practices, such as 
recruiting for diversity (Avery and McKay, 2006; Holzer and Neumark, 2000) and diversity 
training (Kalinoski et al., 2013). SHRM theory implies that the next step in this program of 
research should be to examine the effectiveness of DEM systems in achieving organizational 
goals (Olsen and Martins, 2012).  
 
Little is known, however, about how DEM systems help firms to leverage the value of a 
diverse workforce. The business case for diversity suggests that employee diversity allows 
for enhanced creativity and improved problem-solving, but unless a diverse set of employees 
participate in decision-making their mere presence is insufficient to generate value for the 
firm (Cox, 2001). Richard, Kirby and Chadwick (2013) showed that racial and gender 
diversity in management improved firm financial performance more strongly when firms 
used what they called a ‘participative strategy’ or a decision-making process that was open to 
a variety of views. Such findings indicate that the value of diversity depends upon both the 
strategic choices made by the firm and the HRM systems the firm puts into place. As such, 
SHRM theory, with its focus on internal alignment among HRM systems as well as vertical 
alignment with business strategy, has the potential to enhance our understanding of how to 
leverage the value of a diverse workforce. The DEM field has the potential to extend SHRM 
theory by adding a focus on human capital diversity. This study integrates DEM perspectives 
with SHRM theory to explain why DEM systems that are aligned with a diverse human 
capital base result in positive firm performance outcomes. In doing so, this article contributes 
to a strategic understanding of the value of workplace diversity in several ways.  
 
First, this study contributes to the fields of SHRM and DEM by proposing that top 
management team (TMT) gender diversity is an important antecedent of DEM systems. 
SHRM theory is relatively silent on the question of how and why firms decide to develop 
sophisticated HRM systems. Although researchers have linked women in leadership to firm 
performance outcomes (e.g. Francoeur, Labelle and Sinclair-Desgagne, 2008), little is known 
about the impact of TMT gender diversity on a firm’s propensity to build a robust DEM 
system. Second, this study extends SHRM theory to explain how DEM systems and 
management diversity combine to create value for the firm. In this way the study adds a focus 
on human capital diversity to SHRM theory, which up until now has focused on how HRM 
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systems influence employees rather than the interaction between systems and employees in 
creating firm outcomes. Third, while SHRM theory has substantially enhanced our 
understanding of the development and effectiveness of HRM structures in work organizations 
(Becker and Huselid, 2006; Lepak et al., 2006; Way and Johnson, 2005), we know little about 
how DEM systems should fit with the environment, with internal organizational 
characteristics, or with each other. This study extends the domain of SHRM theory by 
integrating its propositions with DEM to propose the antecedents and consequences of DEM 
systems in the context of management gender diversity. While the DEM field has identified a 
link between business strategy and the value of diversity, DEM researchers have not drawn 
upon SHRM theory to predict and explain the antecedents and consequences of integrated 
sets of DEM systems (Konrad, Yang and Maurer, 2015). 
 
Investigations into the antecedents and outcomes of DEM systems can extend SHRM theory 
by contributing to our understanding of the sources of HRM systems as well as the choices 
leaders make about developing particular types of HRM systems. Examining the alignment 
between DEM systems and human capital diversity extends SHRM theory to focus on the 
interaction between HRM systems and employee characteristics in determining firm 
outcomes. We propose a moderated mediation model in which TMT gender diversity leads to 
the development of more sophisticated DEM systems, while management gender diversity 
moderates the impact of DEM systems on the outcomes of net profit margin, return on assets, 
and corporate social responsibility (see Figure 1). We test this model on a sample of 248 
Australian businesses with time-lagged data from a survey of human resource (HR) managers 
and archival sources. 
 
 
 
 
Figure 1. Research framework. 
 
 
Theory and hypotheses development 
TMT gender diversity and DEM systems 
DEM systems may be defined as integrated bundles of DEM-related policies, practices and 
programs intended to accomplish three specific goals: 1) enhance the diversity of the human 
capital pool to reflect the availability of talent in the population (Leck and Saunders, 1992; 
Yang and Konrad, 2011), 2) create a climate where diversity is valued as contributing to 
organizational performance (Chrobot-Mason and Aramovich, 2013; McKay, Avery and 
Morris, 2008; van Knippenberg, van Ginkel and Homan, 2013), and 3) build a decision-
making process that encourages the expression of a variety of views and perspectives 
(Dwyer, Richard and Chadwick, 2003; Richard, Ford and Ismail, 2006; Richard, Kirby et al., 
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2013). TMT gender diversity is likely to lead to the development of sophisticated DEM 
systems as a substantive investment in the value of diversity for achieving firm objectives for 
several reasons. 
 
Historically, senior leaders in large, powerful business organizations have been male, and 
business success has been associated with masculinity (Acker, 2006; Hearn and Collinson, 
2006). TMT gender diversity signals to senior leaders that talent pools are becoming more 
diverse and that the next generation of leaders will emerge from a variety of non-traditional 
sources (Celani and Singh, 2011). Diversity signals the need to create an inclusive culture 
that attracts, motivates, develops, and retains talented individuals from a variety of 
backgrounds. Achieving these goals requires the development of a sophisticated DEM system 
that both builds the diversity of the human capital pool and creates a positive climate for 
diversity such that a diverse set of employees can thrive. 
 
TMT gender diversity also provides senior leaders with experience in making decisions in a 
diverse team. This experience creates first-hand understanding of the value of diversity for 
accessing underutilized talent pools, improving problem-solving, and developing more 
innovative organizational solutions (Cox, 2001). Such knowledge helps senior leaders to 
articulate the value of diversity in achieving organizational goals. Senior leadership support is 
known to be a significant factor needed for successful organizational change, including 
change initiatives to increase diversity and inclusiveness (Giscombe and Mattis, 2002). 
 
The experience of making decisions in a gender-diverse TMT also helps senior leaders 
understand the value of participative decision processes that are open to a variety of 
viewpoints (Wei and Wu, 2013). A lack of meaningful access to voice opportunities limits 
the ability of a diverse human capital pool to provide new perspectives and ideas to the firm 
(Richard, Kirby et al., 2013). DEM systems create access to voice by including a diverse set 
of employees in leadership development roles, increasing diversity in the management ranks 
and connecting to employee affinity groups for input on diversity and inclusion opportunities 
and issues (Armstrong et al., 2010). When senior leaders value the provision of voice to a 
diverse human capital pool, they are more likely to implement sophisticated DEM systems 
that create such voice opportunities. 
 
In sum, TMT gender diversity helps senior leaders understand the value of diversity in 
achieving firm goals and this factor is likely to be a positive predictor of the development of 
DEM systems. As such, we hypothesize: 
 
H1: TMT gender diversity is positively associated with DEM systems. 
 
DEM systems and performance 
SHRM theory implies the value of DEM systems as compared to individual DEM practices 
(Way and Johnson, 2005). DEM systems build pathways and remove barriers to attaining the 
DEM-related goals of staffing diversity, a positive climate for diversity, and provision of 
voice to a diverse employee base. By comparison, isolated DEM practices can build 
motivation to support diversity without the ability to diversify the human capital base. For 
instance, diversity training can create an understanding of the value of diversity (Kalinoski et 
al., 2013). However, without a staffing system that effectively accesses a diverse set of talent 
pools, managers will experience difficulty finding a diverse set of talented employees 
(Breaugh, 2008). Diversity recruiting without a system for developing and advancing a 
diverse set of employees can lead to turnover, particularly among identity groups that are 
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non-traditional for the organization (McKay and Avery, 2005). DEM systems that combine a 
diversity staffing plan linked to the business strategy with proactive recruiting, career 
advancement, work-life flexibility, employee interest groups, diversity expertise, and senior 
leadership accountability for diversity and inclusion remove common barriers to diversity and 
create seamless pathways of support. As such, DEM practices are more effective in 
combination than in isolation, consistent with SHRM theorizing on HRM systems (Chênevert 
and Tremblay, 2009; MacDuffie, 1995; Subramony, 2009). 
 
DEM systems influence firm performance through the mechanisms identified in Appelbaum 
et al.’s (2000) ability–motivation–opportunity (AMO) theory. DEM systems help firms 
achieve their goals by providing a diverse set of employees with the ability, motivation and 
opportunity to contribute to goal attainment (Armstrong et al., 2010). All three facets of 
strong DEM systems contribute to this process. First, staffing policies and practices that 
support the hiring of a diverse set of employees creates the opportunity for a talented and 
diverse group to work together to contribute to the organization (Richard, Roh and Pieper, 
2013). Second, attention to career advancement for a diverse set of employees builds 
motivation in a diverse workforce to exert effort toward achieving organizational goals. DEM 
systems signal that the firm values diversity, which motivates all members of a diverse 
employee group to bring their knowledge and perspectives to bear on organizational 
problems and opportunities (Chrobot-Mason and Aramovich, 2013). Third, DEM processes 
that provide voice to a diverse group of employees create opportunities for these employees 
to share a variety of perspectives and ideas to further goal attainment (Richard, Kirby et al., 
2013). 
 
DEM systems are likely to enhance firm performance in a variety of ways, including the 
areas of net profit margin, return on assets, and corporate social responsibility. Diverse 
employees are likely to bring novel information, ideas, and perspectives to bear on 
organizational problems and opportunities due to different expectations and experiences 
(Cox, 2001). Innovation increases when a diverse group applies a greater variety of 
information, knowledge and perspectives to organizational problems and opportunities 
(Bassett-Jones, 2005). Productivity benefits emerge when a diverse set of employees work 
together to solve problems and change work processes to improve efficiency (Appelbaum et 
al., 2000). Increased innovations and improved productivity levels can lead to superior net 
profit margin and return on assets. Corporate social responsibility performance increases 
when a diverse group of employees identifies a wider variety of ways that the organization 
can contribute to sustainable outcomes for customers, suppliers, and communities (Albinger 
and Freeman, 2000; Bear, Rahman and Post, 2010; Coffey and Jia, 1998). 
 
In sum, DEM systems help to achieve staffing diversity, create a climate of valuing diversity, 
and provide voice to a diverse human capital pool, which are likely to have a positive impact 
on the attainment of organizational goals. As such, we hypothesize: 
 
H2: DEM systems are positively associated with performance. 
 
Mediating role of DEM systems 
A 2010 review article identified only one study of TMT diversity effects that examined the 
impact of gender diversity (Nielsen, 2010). Since that time, TMT gender diversity has been 
linked to firm performance outcomes in a small number of studies. Dezsö and Ross (2012) 
found that female representation on TMTs positively predicts value when firms pursue an 
innovation strategy, likely because innovation benefits from the impact of diversity on 
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creativity. Yang and Wang (2014) found that TMT gender diversity was positively associated 
with firm entrepreneurial strategy. These findings suggest that the positive impact of TMT 
gender diversity depends upon alignment between diversity and business strategy. 
 
Past research has not tested the mediating role of DEM systems in the relationship between 
TMT gender diversity and performance. However, because DEM bundles are associated with 
the value of diversity for attaining strategic goals, they serve as an important mediating 
mechanism between TMT gender diversity and firm performance outcomes. When TMT 
gender diversity leads to the development of sophisticated DEM systems, this linkage 
indicates that senior leaders perceive value in diversity that is sufficient for them to make 
substantial investments in organizational development for diversity. DEM systems, in turn, 
communicate messages about the value of diversity to organizational members, as well as 
create support for building a diverse pool of human capital and providing voice for a diverse 
set of employees. The increased variety of knowledge, perspectives and ideas flowing 
through the organization via a diverse talent base that is valued and given voice enhances the 
attainment of firm performance goals.   
 
In sum, when TMT gender diversity leads to the development of sophisticated DEM systems, 
the commitment of senior leaders to supporting diversity in the firm creates the conditions 
under which a diverse set of employees is empowered to contribute value. As such, we 
hypothesize: 
 
H3: DEM systems mediate the relationship between TMT gender diversity and 
performance. 
 
Moderating effects of management gender diversity 
SHRM theory suggests consistency in HRM systems as a signal to employees about 
organizational climate (Way and Johnson, 2005). Like any HRM system, the creation and 
development of DEM systems requires investments in the form of staff and management 
effort. Developing DEM systems requires decision-makers to integrate abstract DEM 
principles into the firm’s specific situation and set of processes, such that implementation 
requires sustained commitment over time (Gondo and Amis, 2013). A common 
implementation problem for any type of HRM practice is inconsistency across organizational 
units (Khilji and Wang, 2006). Managers vary in their efforts to implement HRM systems, 
such that implementation quality can range from thorough, to superficial, to active rejection 
(Wright and Nishii, 2013). 
 
DEM systems are likely to be more effective when employees are led by a gender-diverse 
team of managers due to consistency between organizational systems and the human capital 
pool. Strong DEM systems combined with heterogeneous management teams create a clear 
signal to employees that the firm values diversity. Such consistency is important to the 
effectiveness of DEM in guiding and motivating employees as well as the managers 
responsible for DEM system implementation. Gender diversity among managers also creates 
consistency between employees’ everyday experiences and messages from senior leaders that 
DEM is important to the firm. Signals from senior leaders that diversity is valued can also be 
encouraging to a heterogeneous management team, who are likely to view DEM 
implementation as consistent with their personal interests (Hicks-Clarke and Iles, 2000; 
Parker, Baltes and Christiansen, 1997). 
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Alternatively, without meaningful diversity in the management team, the implementation of 
DEM systems can be viewed as superficial (Collins, 2011; Edelman, 1992). The presence of 
DEM systems in a firm led by a homogeneous management team sends an inconsistent 
message to employees about the fairness of the career advancement system (Roberson and 
Stevens, 2006). The presence of DEM systems can also mislead a homogeneous management 
team into believing that their firm is inclusive (Kaiser et al., 2013). Communication from 
senior leaders that diversity is valued and important can be threatening to managers in firms 
low in management gender diversity, causing resistance to DEM implementation (Chavez 
and Weisinger, 2008).  
 
In sum, high management gender diversity creates consistency among perceptions, 
experiences, interests, and senior leader directives to implement DEM systems. As a result, 
these systems will have a stronger positive impact on employee effort and motivation. No 
prior research has tested this moderating effect, but some past research indicates that diversity 
is more strongly related to performance in organizations with diverse management teams 
(Joshi, Liao and Jackson, 2006). As such, we hypothesize: 
 
H4: Management gender diversity moderates the relationship between DEM systems 
and performance such that the positive relationship becomes stronger as management 
gender diversity increases. 
 
Moderated mediation effects 
We have argued that the effectiveness of DEM systems in achieving organizational goals is 
moderated by management gender diversity. As such, the mediated link between TMT gender 
diversity and firm performance outcomes is the result of moderated mediation (Muller, Judd 
and Yzerbyt, 2005). In other words, management gender diversity conditionally influences 
the indirect relationship between TMT gender diversity and performance, as shown 
previously in Figure 1. We expect a stronger (or conversely a weaker) positive relationship 
between TMT gender diversity and performance (via DEM systems) when management 
gender diversity is high (low). As such, we hypothesize: 
 
H5: Management gender diversity moderates the indirect relationship between TMT 
gender diversity and performance (via DEM systems) such that the indirect positive 
relationship becomes stronger as management gender diversity increases. 
 
Methods 
This study uses time-lagged data from an HR managers’ survey and archival sources to test 
the study’s predictions in medium- to large-sized private and publicly listed (on the 
Australian Securities Exchange) for-profit organizations. 
 
Sample and data collection 
This study concentrated on 2276 medium- to large-sized private and publicly listed 
organizations in Australia. In May 2013, a copy of the survey was sent to HR decision-
makers (e.g. HR directors) at these organizations. Managers from 248 organizations reported 
on the following: organization’s TMT gender diversity, management gender diversity (all 
management levels except TMT), gender diversity policies, diversity leadership practices, 
work-life programs, corporate social responsibility, number of employees, year the 
organization was founded, organization type (holding/subsidiary or stand-alone), and industry 
type. Data on net profit margin and return on assets for the year 2013-14 were obtained from 
the Orbis database in July 2014. 
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The survey response rate was 11.2% after adjusting for 55 undelivered surveys. A small 
sample can provide generalizable results if it represents the population of the study (Cook, 
Heath and Thompson, 2000; Werner, Praxedes and Kim, 2007). The final sample of 
participating organizations reflects a wide range of organizations in size and industry. 
Organization size ranged from 40 employees to 65,000 employees (mean 1639). The 
participating organizations were drawn from all ten industry groups (based on two-digit 
standard industry classification (SIC) codes) with the following major representations: 55 
from Services; 54 from Manufacturing; 46 from Transportation, Communications, Electric, 
Gas and Sanitary Services; and 19 from mining. 
 
Measures 
Predictor.  TMT gender diversity was calculated using Blau’s index of heterogeneity for 
categorical variables (Blau, 1977). As per the index, heterogeneity equals 1- ∑pi2, where pi 
represents the fractions of the population in each category (e.g. .7 for men and .3 for women 
on a TMT). The index ranges from zero, representing homogeneity (0/100 gender 
proportions), to .5, representing maximum gender diversity (50/50 gender proportions). The 
range for TMT gender diversity in our sample was also from zero to .5. 
 
Outcomes.  This study uses three performance measures: net profit margin, return on assets, 
and corporate social responsibility. Data on net profit margin and return on assets for the 
year 2013-14 were obtained from the Orbis database. Data on corporate social responsibility 
were collected through the survey. Corporate social responsibility was measured using a 
seven-item scale with a reported reliability of .89 (Turker, 2008). The Cronbach’s alpha for 
the current study is .88. A representative item from the scale is ‘our organization contributes 
to campaigns and projects that promote the wellbeing of the society’. The respondents 
reported on each item using a five-point scale coded as follows: strongly disagree (1), 
disagree (2), neutral (3), agree (4), and strongly agree (5). The mean of responses to the seven 
items indicated the level of corporate social responsibility demonstrated by the organization. 
 
Mediators.  DEM systems comprised three bundles: gender diversity policies, diversity 
leadership practices and work-life programs. Gender diversity policies are overarching 
statements that drive diversity practices and programs in an organization. Gender diversity 
policies were measured using a ten-item scale with yes (1) or no (0) responses (see the 
Appendix for a list of items). Seven items related to diversity policies were borrowed from 
Konrad and Linnehan’s (1995) scale of HR structures with a reported reliability of .93. Three 
items related to diversity policies were borrowed from Armstrong et al.’s (2010) diversity 
management systems scale with a reported reliability of .85. The ten-item scale used in this 
study has a reliability of .76. The total number of ‘yes’ responses indicated the level of 
gender diversity policies in an organization. 
 
Diversity leadership practices involve leaders or managers crafting the diversity programs or 
overseeing diversity issues. These were measured using four items with yes (1) or no (0) 
responses: three leadership practice-related items from Konrad and Linnehan’s (1995) HR 
structures scale and one leadership practice-related item from Armstrong et al.’s (2010) 
diversity management systems scale (see the Appendix for a list of items). For this study, the 
Cronbach’s alpha was .62. The low alpha is acceptable as the scale is of a formative nature. 
The total number of ‘yes’ responses indicated the level of diversity leadership practices. 
Work-life programs were measured using 23 items. Seventeen items were borrowed from 
Konrad and Mangel’s (2000) work-life programs scale with a reported reliability of.77. Six 
items were added to this scale to cover these programs: teleworking, compressed week, 
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flexible holidays, unpaid extra holidays, single employee support group and working parents 
support group (see Appendix for a list of items). The response options were: does not offer 
(1), offered to few employees (2), offered to most employees (3), and offered to all 
employees (4). These response options also cover the dimension of how many employees 
may benefit from these programs. The Cronbach’s alpha for the current study is also .77. The 
final scores for work-life programs were calculated by adding the responses to each item.  
 
All three mediating variables are based on formative scales. The responses to items combine 
to create the final index score (e.g. Armstrong et al., 2010; Liao et al., 2009) rather than 
reflecting an underlying construct in the case of reflective scales. Therefore, factor analysis 
was not needed to investigate whether the items loaded on to the three different constructs. 
Items of each formative scale should not be highly correlated to each other; high correlations 
might suggest that some items are redundant (Diamantopoulos and Siguaw, 2006; Petter, 
Straub and Rai, 2007). 
 
Moderator.  Management gender diversity (all management levels except the TMT) was also 
calculated using Blau’s index of heterogeneity for categorical variables (Blau, 1977). Our 
sample demonstrated the full range from zero to .5 (see Predictor above for details). 
 
Controls.  The analyses controlled for the effects of organization size, organization age, 
organization type and industry type. Organization size is linked with HR policies and 
practices (Konrad, 2007; Kotey and Sheridan, 2004) and level of diversity (Richard, Roh et 
al., 2013). Consistent with previous research, organization size was operationalized as the 
total number of full-time equivalent employees (Alexander et al., 1995; Jackson et al., 1991). 
Organization age may have an impact on the adoption of HR policies and practices (Blum, 
Fields and Goodman, 1994), and was operationalized as the number of years since the 
organization was founded (Jackson et al., 1991; Perry-Smith and Blum, 2000). Organizations 
that are holding companies or subsidiaries, compared to stand-alone organizations, may 
benefit from their combined financial resources (Richard et al., 2003). As such a dummy 
variable called ‘Organization type’ was created with ‘0’ representing ‘Holding or subsidiary’ 
and ‘1’ representing ‘Stand-alone’. The impact of HR policies and practices on productivity 
varies across industries (Blum et al., 1994; Datta, Guthrie and Wright, 2005). Similarly, the 
effect of diversity on performance differs across services and manufacturing industries (e.g. 
Ali, Kulik and Metz, 2011). The ten SIC groups of the sample organizations were collapsed 
into services and manufacturing (Richard, Murthi and Ismail, 2007). A dummy variable 
called ‘Industry type’ was created with ‘0’ representing services and ‘1’ representing 
manufacturing. 
 
Results 
Table 1 presents the means, standard deviations and correlation coefficients for all variables. 
Multicollinearity does not seem to be an issue because of low or moderate correlations 
between the controls, predictor and moderator variables. 
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Table 1. Means, standard deviations and correlationsa 
 
Variable Mean SD 1 2 3 4 5 6 7 8 9 10 11 
Controls              
1. Organization size 1639.15 6310.99            
2. Organization age 49.59 42.91 .08           
3. 
Organization type 
(0 = Holding/subsidiary; 1 = Stand-
alone) 
.42 .49 -.14* .07          
4. 
Industry type 
(0 = Services; 1 = Manufacturing) 
.42 .49 .11 .19** .03         
Predictor              
5. TMT gender diversity .24 .18 -.04 -.06 -.02 -.19**        
Mediators              
6. Gender diversity policies 4.15 2.29 .18** -.07 -.18* -.08 .14*       
7. Diversity leadership practices 2.10 1.25 .16* .02 -.14* .03 .17* .65**      
8. Work-life programs 48.39 8.64 .00 .01 -.07 -.10 .19** .38** .35**     
Moderator              
9. Management gender diversity .32 .14 -.09 -.11 -.02 -.26** .31** .12 .13 .13    
Outcomes              
10. Net profit margin -15.34 273.82 -.13 .10 .06 -.10 .00 .05 .01 -.04 .06   
11. Return on assets 5.52 20.63 -.07 .14 .02 -.11 -.03 .08 .05 .05 .11 .49**  
12. Corporate social responsibility 3.89 .70 .17* .04 .02 -.05 .22** .29** .23** .26** .05 .01 -.09 
               
a 
2-tailed; * p<.05, ** p<.01 
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We used multiple regression to test Hypotheses 1 and 2. To test Hypothesis 1, each of the 
DEM systems was separately regressed on control variables and TMT gender diversity (see 
Table 2). The results indicate that TMT gender diversity had a significant positive effect on 
all three DEM systems: gender diversity policies (B= 1.70, p< .05), diversity leadership 
practices (B= 1.27, p< .01), and work-life programs (B=8.35, p< .05).1 Thus, we found full 
support for Hypothesis 1. 
 
Table 2. Regression results for TMT gender diversity and DEM systems – Hypothesis 1 
 
Variable 
Gender diversity policies  Diversity leadership 
practices 
Work-life programs 
B t   p  B t   p B t   p 
Controls           
Organizatio
n size 
.000 2.88 .004  .000 2.12 .035 .000 -.06 .950 
Organizatio
n age 
-.002 -.71 .479  .001 .37 .712 -.002 -.12 .909 
Or anizatio
n type 
-.524 -1.71 .088  -.272 -1.63 .105 -1.194 -.99 .322 
Industry 
type 
-.233 -.76 .448  .182 1.09 .279 -1.721 -1.42 .158 
Predictor           
TMT 
gender 
diversity 
1.700 2.01 .046  1.269 2.74 .007 8.351 2.52 .013 
Mo l
Summary 
          
R2 .08    .07   .05   
F 3.68**    3.30**   2.28*   
           
n = 221 (Gender diversity policies), 221 (Diversity leadership practices), 216 (Work-life programs) 
Unstandardized regression coefficients are reported; * p<.05, ** p<.01 
 
 
 
To test hypothesis 2, the three performance measures of net profit margin, return on assets 
and corporate social responsibility were separately regressed on controls, TMT gender 
diversity, gender diversity policies, diversity leadership practices and work-life programs (see 
Table 3). The results indicate that only work-life programs (B= .01, p < .05) had a significant 
positive effect on corporate social responsibility. Thus, we found only partial support for 
Hypothesis 2. 
 
To test Hypotheses 3–5, we used the Process macro (Hayes, 2013), which is based on 
ordinary least squares regression and uses the bootstrap method for inference. The simple 
mediation model of the Process macro was used to test Hypothesis 3. The analyses controlled 
for the effects of organization size, organization age, organization type and industry type. The 
results are presented in Table 4, with detailed total effects, direct effects, and indirect effects.  
The results indicate that TMT gender diversity had a significant positive effect on corporate 
social responsibility via gender diversity policies (B= .105, LLCI.001, ULCI .350) and work-
life programs (B= .150, LLCI.017, ULCI .381). The 95% bootstrap confidence intervals 
based on 5000 samples did not include zero. Thus, gender diversity policies and work-life 
programs mediated the positive relationship between TMT gender diversity and corporate 
social responsibility. However, other mediating effects were not statistically significant 
leading to only partial support for Hypothesis 3. 
 
 
 
13 
 
 
Table 3. Regression results for DEM systems and performance – Hypothesis 2 
Variable 
Net profit margin  Return on assets Corporate social 
responsibility 
B t   p  B t   p B t p  
Controls            
Organizatio
n size 
-.017 -2.23 .027  -.001 -1.305 .194 .000 2.21 .028  
Organizatio
n age 
1.118 1.77 .079  .088 2.144 .034 .001 .71 .480  
Or anizatio
n type 
22.21
6 
.418 .677  2.517 .717 .474 .129 1.28 .202  
Industry 
type 
-
78.56
9 
-1.596 .113  -6.437 -1.919 .057 -.002 -.02 .986  
TMT 
gender 
diversity 
45 35
7
.322 .748  -2.496 -.263 .793 .599 2.15 .033  
Pre ictors           
Gender 
diversity 
policies 
20.25
1 
1.312 .192  .186 .182 .856 .052 1.69 .093  
Diversity 
leadership 
practices 
-3.214 -.121 .904  -.124 -.068 .946 .001 .01 .992  
Work-life 
ograms 
-1.444 -.474 .636  .323 1.564 .120 .014 2.31 .022  
M del 
Summary 
           
R2 .07    .07   .16    
F 1.29    1.39   4.27***    
            
n = 148 (Net profit margin), 154 (Return on assets), 186 (Corporate social responsibility) 
Unstandardized regression coefficients are reported; * p<.05, ** p<.01, *** p<.001 
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Table 4. Regression results for simple mediation – Hypothesis 3 
 
 
Net profit margin 
  
Return on assets 
 
Corporate social 
responsibility 
           
B t   p  B t   p B t p  
Total Effect            
Total effect of TMT gender diversity (c) 48.748 .349 .728  -.759 -.081 .936 .855 3.04 .003  
controlling for organization size, 
organization age, 
           
type, and industry type            
            
Direct Effect            
Direct effect of TMT gender diversity (c′) 45.357 .322 .748  -2.4964 -.263 .793 .599 2.15 .033  
controlling for organization size, 
organization age, 
           
type, industry type, gender 
diversity policies, 
           
leadership practices, and work-life 
programs 
           
            
Indirect Effect            
controlling for organization size, 
organization age, 
           
type, and industry type            
            
Indirect effect of TMT gender diversity via            
 Effect LLCI ULCI  Effect LLCI ULCI Effect LLCI ULCI  
Gender diversity policies 12.944 -9.596 167.507  .048 -1.944 3.213 .105 .001 .350  
Diversity leadership practices -1.789 -53.246 2.527  -.074 -3.365 1.876 .001 -.118 .112  
Work-life programs -7.764 -95.582 3.176  1.764 -.405 6.828 .150 .017 .381  
            
n = 148 (Net profit margin), 154 (Return on assets), 186 (Corporate social responsibility)  
Unstandardized regression coefficients are reported 
Bootstrap sample size = 5,000 bias corrected; LL = lower limit, CI = confidence interval, UL = upper limit, Level of confidence 95%      
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To test Hypotheses 4 and 5, we used the moderated mediation model of the Process macro. 
This model tests both the moderating effects (Hypothesis 4) and moderated mediation effects 
(Hypothesis 5) with multiple mediators and controls included in the model. The program also 
centres the variables that form the interaction terms: gender diversity policies, diversity 
leadership practices, work-life programs, and management gender diversity. Panel A of Table 
5 presents the results of the moderating effects of management gender diversity. The results 
indicate that work-life programs×management gender diversity had a significant effect on 
return on assets (B= 3.372, p<.05), and gender diversity policies×management gender 
diversity had a significant effect on corporate social responsibility (B= .447, p<.05). We 
probed the interaction terms using the Modprobe macro (Hayes and Matthes, 2009). Figure 2 
illustrates the relationships between work-life programs and return on assets for low and high 
levels of management gender diversity. The figure demonstrates a negative relationship in 
organizations with low management gender diversity (b= -.276, ns), and a positive 
relationship in organizations with high management gender diversity (b= .659, p<.01). The 
significant positive relationship between work-life programs and return on assets in 
organizations with high management gender diversity is consistent with Hypothesis 4. Figure 
3 illustrates the gender diversity policies–corporate social responsibility relationships for low 
and high levels of management gender diversity. The positive relationship was stronger in 
organizations with high management gender diversity (b= .098, p< .01) than in organizations 
with low management gender diversity (b= .063, ns). The significant positive relationship 
between gender diversity policies and corporate social responsibility in organizations with 
high management gender diversity aligns with Hypothesis 4. Thus, we found partial support 
for Hypothesis 4. 
 
Panel B of Table 5 presents the results for all three performance measures for the two levels 
of management gender diversity: -1SD and +1SD.2 The results indicate that TMT gender 
diversity had a significant positive indirect effect (via work-life programs) on net profit 
margin at high levels of management gender diversity (B= 10.691, LLCI .272, ULCI 
112.121). Similarly, TMT gender diversity had a significant positive effect on corporate 
social responsibility (via gender diversity policies) at high levels of management gender 
diversity (B= .237, LLCI .024, ULCI .619). TMT gender diversity also had a significant 
positive effect on corporate social responsibility (via work-life programs) at low levels of 
management gender diversity (B= .344, LLCI .092, ULCI .794). The significant positive 
conditional indirect effects were consistent with Hypothesis 5. However, we did not find 
significant effects at both low and high levels of management gender diversity for any of the 
indirect relationships that could allow us to compare the conditional indirect effects at the two 
levels of management gender diversity. Thus, we found only partial support for Hypothesis 5. 
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Table 5. Results for moderated mediation (conditional indirect effect) – Hypotheses 4 and 5 
 
Variable 
Net profit margin  Return on assets Corporate social 
responsibility 
B t   p  B t   p B t p  
Panel A: Interaction Effects            
Constant -27.758 -.464 .643  3.960 1.017 .311 3.622 29.58 .000  
Organization size -.018 -2.283 .024  -.001 -1.612 .109 .000 2.23 .027  
Organization age 1.128 1.741 .084  .085 2.083 .039 .001 1.19 .237  
Organization type 19.575 .358 .721  2.122 .604 .547 .086 .84 .405  
Industry type -70.950 -1.369 .173  -4.317 -1.254 .212 -.052 -.49 .624  
Gender diversity policies 22.492 1.408 .162  .241 .235 .814 .059 1.89 .059  
Diversity leadership practices -8.783 -.315 .754  -.712 -.385 .701 -.006 -.10 .921  
Work-life programs -2.259 -.709 .480  .199 .938 .350 .017 2.59 .010  
TMT gender diversity 12.055 .081 .935  -7.346 -.753 .453 .659 2.24 .026  
Management gender diversity 219.489 1.053 .294  32.633 2.355 .020 -.367 -.97 .332  
Gender diversity policies×Mgt gender diversity -21.796 -.196 .845  -2.535 -.346 .732 .447 2.15 .033  
Diversity leadership practices×Mgt gender diversity -35.618 -.188 .851  12.890 1.008 .315 -.659 -1.73 .086  
Work-life programs×Mgt gender diversity 30.024 1.146 .254  3.372 1.948 .044 -.090 -1.91 .058  
Panel B: Moderated Mediation (Conditional Indirect Effect)          
 Effect LLCI ULCI  Effect LLCI ULCI Effect LLCI ULCI  
Via gender diversity policies            
-1 SD Management gender diversity 18.042 -7.710 259.870  .194 -1.903 5.896 -.012 -.240 .145  
+1 SD Management gender diversity 13.902 -3.994 164.461  -.033 -4.219 3.035 .237 .024 .619  
Via diversity leadership practices            
-1 SD Management gender diversity -2.645 -72.149 11.149  -1.726 -9.154 .867 .099 -.023 .399  
+1 SD Management gender diversity -8.914 -126.907 .660  .723 -1.702 6.268 -.111 -.394 .014  
Via work-life programs            
-1 SD Management gender diversity -38.204 -322.554 1.756  -1.582 -13.594 2.174 .344 .092 .794  
+1 SD Management gender diversity 10.691 .272 112.121  4.052 -.410 11.612 .043 -.124 .272  
            
n = 146 (Net profit margin), 152 (Return on assets), 180 (Corporate social responsibility)  
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Unstandardized regression coefficients are reported 
Following variables were cantered: Gender diversity policies, diversity leadership practices, work-life programs, 
and management gender diversity   
Bootstrap sample size = 5,000 bias corrected; LL = lower limit, CI = confidence interval, UL = upper limit, 
Level of confidence 95% 
 
 
 
Figure 2. Moderating effect on the work-life programs–return on assets relationship 
 
 
 
Figure 3. Moderating effect on the work-life programs–corporate social responsibility relationship 
 
 
Discussion 
The main objectives of this study were to investigate whether: TMT gender diversity is 
positively associated with DEM systems, DEM systems are positively associated with 
performance and this relationship is moderated by management gender diversity, and DEM 
systems mediate the relationship between TMT gender diversity and performance and this 
relationship is moderated by management gender diversity. The findings of this study provide 
some evidence for these relationships. 
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Direct and mediation effects 
We found full support for a positive relationship between TMT gender diversity and all three 
DEM systems: gender diversity policies, diversity leadership practices, and work-life 
programs. The reverse causal relationships were non-significant. These results suggest that a 
gender diverse TMT leads to DEM systems in an organization. This study provides 
pioneering evidence for this relationship as no prior research has tested the impact of TMT 
gender diversity on DEM systems. The findings highlight the role of top management in 
crafting DEM systems (Broughton and Strebler, 2008; Jayne and Dipboye, 2004; Kreitz, 
2008). 
 
The results indicate that organizations that offer many work-life programs perform better on 
corporate social responsibility, which includes responsibilities toward employees. The results 
are consistent with previous research that found a positive relationship between DEM 
systems and performance (Armstrong et al., 2010). However, our results are unique as we 
found support for the work-life programs–corporate social responsibility link, whereas 
Armstrong et al. (2010) found support for the relationship between DEM systems and each of 
the following performance measures: labour productivity, workplace innovation, and 
employee turnover.  
 
The results of this study again provide pioneering evidence for the positive effects of TMT 
gender diversity on corporate social responsibility via two parallel mediators: gender 
diversity policies and work-life programs. In other words, high TMT gender diversity leads to 
many gender diversity policies and work-life programs, which in turn lead to higher corporate 
social responsibility. Although no prior research has tested such mediation effects, the 
findings are broadly consistent with some past research that found positive effects of 
women’s representation in TMTs on organizational performance (Francoeur et al., 2008; 
Krishnan and Park, 2005). 
 
Moderation and moderated mediation effects 
The findings of this study also provide evidence that work-life programs interact with 
management gender diversity to positively affect return on assets, and gender diversity 
policies interact with management gender diversity to positively affect corporate social 
responsibility. Specifically, more work-life programs lead to higher return on assets in 
organizations with high levels of management gender diversity, and more gender diversity 
policies lead to higher corporate social responsibility in organizations with high levels of 
management gender diversity. These results are pioneering but can be considered broadly 
consistent with some past research that found positive effects of women in management on 
organizational performance (Dwyer et al., 2003; Nakagawa and Schreiber, 2014; Richard, 
Kirby et al., 2013; Shrader, Blackburn and Iles, 1997).  
 
The results also provide pioneering evidence for three moderated mediation effects. First, 
high TMT gender diversity leads to more work-life programs which in turn lead to higher 
levels of net profit margin in organizations with high levels of management gender diversity. 
This finding is broadly consistent with a study that found the interaction effects of 
management gender diversity and work-family programs on financial performance (Ali, Metz 
and Kulik, 2014). Second, high TMT gender diversity leads to more gender diversity policies 
which in turn lead to higher corporate social responsibility in organizations with high levels 
of management gender diversity. Third, high TMT gender diversity leads to many work-life 
programs which in turn lead to corporate social responsibility in organizations with low 
levels of management gender diversity. High TMT gender diversity and a range of work-life 
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programs may send a sufficiently strong signal to stakeholders, creating perceptions that the 
organization is socially responsible. TMT gender diversity, due to the strategic nature of 
TMTs, is more visible to stakeholders than management gender diversity. Similarly, work-
life programs are often discussed by employees and media for cross-organization 
comparisons (Eaton, 2003; Kossek, 2005). However, the TMT gender diversity–work-life 
programs–corporate social responsibility mediation effect was non-significant in 
organizations with high levels of management gender diversity which is counterintuitive and 
thus demands further investigation. 
 
Theoretical contributions and research implications 
The significant effects of TMT gender diversity on all three DEM systems provide strong 
support for signalling effects (Celani and Singh, 2011). A TMT (signaller) through its gender 
diversity (signal) sends a message to directors and chief executive officers (CEOs, receivers) 
that the future management and leadership teams are going to be gender diverse (Spence, 
1973, 2002). Directors and CEOs respond to this signal through the DEM systems’ 
implementation. Senior leaders’ positive experiences of working with a gender-diverse TMT 
also appear to enhance understanding of the value of diversity in achieving firm goals (Cox, 
2001; Simons, Pelled and Smith, 1999). Moreover, the significant positive impact of work-
life programs on corporate social responsibility supports SHRM theory (Way and Johnson, 
2005) and AMO theory (Appelbaum et al., 2000). The findings strengthen the argument that 
more fully-developed DEM systems (bundle of work-life programs) evidenced better 
performance, which is consistent with SHRM theory regarding the superiority of systems 
compared to isolated practices (MacDuffie, 1995; Subramony, 2009). The high financial 
costs of offering a range of work-life programs prevent many employers from adopting them 
and thus can be a distinguishing strategic factor (Families and Work Institute, 2008). The 
results will help refine the ability, motivation, and opportunity processes of AMO theory. 
Work-life programs may: attract diverse employees with a range of abilities (Kalev, Kelly 
and Dobbin, 2006), improve work-life balance enhancing the motivation levels of employees 
(Allen, 2001; Grover and Crooker, 1995), and facilitate flexible work arrangements and 
provide support to extend opportunities for diverse employees (Casper and Harris, 2008). 
 
The significant positive effects of work-life programs (on return on assets) and gender 
diversity policies (on corporate social responsibility) in organizations with high levels of 
management gender diversity supports the need for sending consistent messages as suggested 
by SHRM theory (Kaiser et al., 2013; Roberson and Stevens, 2006). Work-life programs, 
gender diversity policies and high levels of management gender diversity send a strong signal 
that the organization appreciates diversity. While SHRM theory suggests an alignment 
between HR systems and organizational attributes (Becker and Huselid, 2006), this study’s 
findings extend SHRM theory by suggesting the additional form of alignment between DEM 
systems and management gender diversity. Moreover, the significant positive moderated 
mediation effects of TMT gender diversity on net profit margin (via work-life programs) and 
corporate social responsibility (via gender diversity policies and work-life programs) support 
the integration of SHRM theory (Way and Johnson, 2005) with signalling effects (Celani and 
Singh, 2011) and AMO theory (Appelbaum et al., 2000). Diversity dynamics and DEM 
systems are complex and thus require the integration of multiple theories to predict and 
explain their impact on organizational effectiveness. The significant results of this study call 
for a similar integration of theories to develop comprehensive theoretical frameworks. This is 
especially important given that there has been limited theory development in the field of 
TMT diversity (Nielsen, 2010) and DEM systems (Yang and Konrad, 2011). 
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Theorizing and testing of the moderated mediation model in this study might generate a 
stream of research looking at similar sophisticated models. This stream of research will 
advance our understanding of complex diversity processes and contextual factors (Johns, 
2006; van Knippenberg et al., 2011). The research in this direction may benefit from 
additional sequential mediators such as diversity climate (McKay et al., 2011). Similarly, 
additional contextual factors such as industry, board gender diversity, and CEO gender can 
help understand how these models operate in various industry or organizational settings (Ali 
et al., 2011; Nielsen, 2010). It will also be worthwhile to investigate how these dynamics 
unfold over a longer timeframe (Richard et al., 2007). 
 
Practical implications 
This study underlines the significance of leading from the top and a strategic approach toward 
diversity management. The findings suggest to CEOs and board of directors to start from the 
top to ensure that their TMT has high levels of gender diversity – neither all men nor all 
women (Gould, Kulik and Sardeshmukh, 2014). Once a gender-diverse TMT is in place, this 
right composition will determine the leadership’s focus, including attention on the DEM 
system. Subsequently, these DEM systems will provide a supportive diversity climate 
(Armstrong et al., 2010), leading to higher net profit margin, return on assets and corporate 
social responsibility in organizations with high levels of management gender diversity. Some 
Australian organizations have already taken the lead to integrate diversity management with 
corporate social responsibility strategy (Kramar, 2012). Moreover, this study reinforces the 
need for organizations to send consistent signals to stakeholders (Yang and Konrad, 2011). 
Through a gender-diverse TMT, offering DEM systems, and improving on management 
gender diversity, organizations send a consistent message to stakeholders (including 
employees) regarding their full commitment to support diversity. Managers should note that a 
gender-diverse TMT may create a gender-diverse management team through trickle down 
effects (Cook and Glass, 2014; Gould et al., 2014). Furthermore, this study’s findings provide 
evidence for positive outcomes of TMT gender diversity and DEM systems including gender 
diversity policies and work-life programs. These findings can help Australian and other 
managers to formulate a policy or strategy on gender composition, equal remuneration, or 
flexible working arrangements as required by the regulatory agency (WGEA, 2014). Lastly, 
the results suggest that managers should consider multiple measures of performance when 
assessing the impact of diversity and DEM systems. Effects on some measures might appear 
in the short run (e.g. innovation; Bantel and Jackson, 1989) but might take longer for others 
(e.g. productivity; Ali et al., 2011). 
 
Limitations 
This study did not take into account the effects of other important dimensions of demographic 
diversity such as age, race, and functional backgrounds of TMTs and management. Although 
racial diversity is not one of the salient forms of demographic diversity in Australia (Syed 
and Kramar, 2009), it is of particular significance in some other developed nations such as 
the United States (Shen et al., 2009). Moreover, data on corporate social responsibility were 
cross-sectional unlike the data on net profit margin and return on assets which were collected 
a year after running the survey. The cross-sectional data on corporate social responsibility do 
not seem to be a major issue as an organization’s level of corporate social responsibility is 
unlikely to dramatically change over a period of one year. 
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Endnotes 
1Theories also predict that DEM systems lead to high gender diversity. Therefore, we 
tested this reverse causal relationship and found that diversity management policies (B = 
.001, ns), diversity leadership practices (B = .020, ns), and work-life programs (B = .002, ns) 
did not have a significant effect on TMT gender diversity. 
2 Incorrect inferences may be drawn due to possible multicollinearity among predictor, 
moderator and control variables (Becker, 2005). We repeated the analyses reported in Table 5 
without control variables. In the absence of control variables, the same three indirect effects 
remain significant with all others being non-significant.
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Appendix 
Gender diversity policies (Armstrong et al., 2010; Konrad and Linnehan, 1995) 
1. The organization has a formal written policy on equal opportunity (EO) 
2. There is a written statement of the consequences of not adhering to EO policy 
3. The organization has a formal written policy on managing diversity 
4. Equality and diversity are integrated into overall business strategy 
5. An EO/diversity plan exists 
6. A formal policy of proactively recruiting women exists  
7. A formal policy of proactively recruiting women for all management positions exists 
8. A system exists which identifies positions for which EO goals have been set but have not 
been achieved 
9. A system exists which monitors minority representation in management jobs 
10. There is a minority employees’ interest group 
 
Diversity leadership practices (Armstrong et al., 2010; Konrad and Linnehan, 1995) 
1. A committee comprised of members of the board of directors overseas EO/diversity 
issues exists 
2. A committee comprised of senior managers/executives overseas EO/diversity issues 
exists 
3. A senior manager is designated to champion equality and diversity in your organization 
4. There is a person with EO expertise on staff 
 
Work-life programs (First 17 items from Konrad and Mangel, 2000) 
1. On-site day care 
2. Near-site day care 
3. Sick childcare 
4. Emergency childcare 
5. Sick days for childcare/dependent care (leave for child or dependent care) 
6. On-site conveniences (e.g. cafeteria, fitness centre) 
7. Parental leave over and above legal entitlement 
8. Adoption leave 
9. Gradual return to work 
10. Spouse placement 
11. Supervisory training in work-life sensitivity 
12. Flexitime 
13. Job-sharing 
14. Part-year work 
15. Part-time work 
16. Part-time work for professionals 
17. Voluntary reduced time (work fewer hours and then may return to their full time status) 
18. Teleworking (working off-site) 
19. Compressed week (a standard work week is compressed to fewer than five days) 
20. Flexible holidays 
21. Unpaid extra holidays 
22. Single employees support group 
23. Working parents support group 
 
 
